23y

NS

QD“A233 SIUDY

The views expressed in this paper wre thoes of the author
md do not necessanly rmeflect the views of the PROJECT
Department of Defenss or any of its agemcies This
document may not be released (or open publication undl

1t has been cleared by the appropriate military sefvice or
government agency.

SETTING THE ETHICAL CLIMATE IN AN ORGANIZATION

BY

LIEUTENANT COLONEL MICHOR M. GENTEMANN
United States Army

DISTRIBUTION STATEMENT A: Approved for public
releage; distribution is unlimited.

USAWC CLASS OF 1991

L ]
L ]
L]
.
[
L
.
.
L]
L
L3
.
[
L)
[
-
»
-
.
»
L]
-
-
.
L]
-
L]
L]
.
L d
L3
L 3
L ]
L
L]
>
-
L]
L
»
.
.
L
-
-
-
.
-
.
.
.
.
.

U.S. ARMY WAR COLLEGE, CARLISLE BARRACKS, PA 17013-5050

LI N 2NN I 0 N IR I NN JEN BEE IR NN NN JEY JEE BN BN K AN J ootf‘f”'oo"’.lol"c




SECURITY CLASSIFICATION OF THiS PAGE s ¢

) Form Approved
REPORT DOCUMENTATION PAGE OMB No. 0704-0188

ta. REPORT SECURITY CLASSIFICATION b RESTRICTIVE MARKINGS

Unclassified
2a. SECURITY CLASSIFICATION AUTHORITY 3 D.STRIBUTION : AVAILABILITY OF REPORT

Approved for public release; distribution is

2b. DECLASSIFICATION / DOWNGRADING SCHEDULE unlimited.
4. PERFORMING ORGANIZATION REPORT NUMBER(S) 5 MONITORING ORGANIZATION REPORT NUMBER(S)
6a. NAME OF PERFORMING ORGANIZATION 6b. OFFICE SYMBOL 73 NAME CF MONITORING ORGANIZATION

U.S. Army War College (if applicable)

Carlisle Barracks
6c. ADDRESS (City, State, and ZIP Code) 7b. ADDRESS (City, State, and ZIP Code)

Carlisle, Pennsylvania 17013-5050

8a. NAME OF FUNDING,/ SPONSORING 8b. OFFICE S5YMBOL 3 PROCUREMENT INSTRUMENT IDENTIFICATION NUMBER
ORGANIZATION (If applicable)
8c. ADDORESS (City, State, and ZiP Code) 10 SCURCE OF FUNDING NUMBERS
PROGRAM PROJECT TASK WORK UNIT
ELEMENT NO. NO. NO. ACCESSION NO.

11 TITLE (Include Security Classification)

Setting the Ethical Climate in an Organization.

12 PERSONAL AUTHOR(S)
LTC Michor M. Gentemann

13a. TYPE OF REPORT 13b. TIME COVERED 14 DATE OF REPURT (Year, Month, Day) |15. PAGE COUNT
Final MSP FROM o) 91/03/01 39

16. SUPPLEMENTARY NOTATION

17 COSATI CODES 18 SUBJECT TERMS (Continue on reverse if necessary and identify by block number)

FIELD GROUP SUB-GROUP

19 ABSTRACT (Continue on reverse if necessary and identify by block number)

This study addresses the issue of how to set the ethical climate in an organization. As
background, ethical business and government codes, ethical principles, and ethical values
are discussed. The effectiveness of a code of ethics and a proposed ethical decisionmaking
process are examined. Business codes of ethics and the military ethical climate are com-
pared. Then, proposed elements of an ethical climate and the importance of the senior lead-
er in setting an ethical climate are discussed. Six strategies to improve organizational
communication, the key to an ethical climate are summarized. Finally, the importance of
leaders establishing downward-flowing ethical policies coupled with an upward~{lowing
measurement system to assure that the organizational operating values are the same as the
stated values 1Is highlighted. The study concludes with a discussion on moral conflicts.

- - — — —d

T TR DU T e v AILABILITY OF ABSTRAL [ 21 ABSTRACT SECLRITY CLASSIFICATION
A uncLassifieounuMiTeD O Same as aeT (J DTIC USERS Unclassitied

22a NAME OF RESPONSIBLE INDIVIDUAL 225 TELEPHONE (Include Area Code) | 22¢ OFFICE SYMBOL
CH (COL) John W. Schumacher, Project Adviser {(717) 245-3479 AWCAA

DD Form 1473, JUN 86 Pravious ~ditions are obsolete SECURITY CLASSIFICATION OF THIS PAGE




DOAWC MILITARY STUDIES PROGRAM PAPEK

The views expressed in this paper are those of the
authar a2nd do neot necescarily reflect the views of

t%e Tooartmart ¢ Do7tge or ary of ite agencies.

T 14 due aent m-. moo be waliaccl for open publication
ut:=11 ir 1as been c.ecred by the apprepriate milirtary
service © I gevoInment ajoacy.

SETTING THE ETHICAL CLIMATE IN AN ORGANIZATION
AN INDIVIDUAL STUDY PROJECT
by

Liemtenant Colonel Michor M. Gentemann
United States Army

Chaplain (Col) John W. Schumacher
Project Adviser

U.S5. Army War College
Carlisle Barracks. Pennsylvania 17013

DISTRIBUTION STATEMENT A: Approved for public
telease; distribution is unlimited.




ABSTRACT

AUTHOK: Michor M. Gentemann, Lt Col, US

TITLE: Setting the bthical Climate 1n an Urganization
FORMAT: Individual Study Projcct

DATE: ! March 1991 [IP'AGEG: 29 CLASSIFICATION: Unclas

This study addresses the issue of how to set the
«thical climate in an organization. As background. cthical
business and government codes, cthical principles, aad
ethical values are discussed. The effectiveness of a1 code
oI ¢thics and a proposed ethical decision making prucess are
axamincd.  Business codes of ethics and the military ethical
cllimate are compared. Then, proposed elements of an ethical
climate and the importance of the senior Jeader in setting
an ethical climate are discussed. $5ix strategies to improve
organizational communication, the key to an ethical olimate,
are summarized. Finally, the importance of leaders
cstablishing downward flowing ethical policies ccupled with
an upward flowing measurement system to asscure that the
organizational operating values are the same as the stated
values is highlighted. The study concludes with a
discussion on moral conflicts.

1i




APDTRACT

CHAPTER I.

IT1.

APPENDIX 1 ...
APPENDIX 2 ...

ENDNOTES .....

BIBL IOGRAPHY

..........................................

ﬂégggéion For
TNTIS  GRA&I T4

TABLIEE OF CONTENTO

Vg

.......................................... 1i

INTRODUCTLION . .. 1

PLOCUSSION OF BTHICS .o . o o 3

Definitions ... ... . . . . ce. 8

Kthical Codes, Climates, and Otandards

in Business and the Military............. 4

Ethical Principles and Values in

Business and the Military.... ...... ..... 7

Effectiveness of a Code of Ethics ....... 10

Kthical Decision Making Process.. ... ..... 12

ESTABLISHING ETHICAL CODEL/CLIMATE IN AN

ORGANIZATION .. . e 14
Bthical Codes ........ .. . . ... ... 14
The Ethical Climate ..................... 16
Urganizational Rewards and Punishments.17
Executive Ethical Responsibilities..... 20
Executive Integrity................. ... =1
Organizational Values................. 23
Organizational Communications.......... ~4

Moral Conflicts and Ethical Climates.....Z0
CONCLUSIONS 28

KIECOMMENDAT IOND

1 DTIN TR 0
O

} Unnnaonunced
|

I < 2 — e

‘ pistribution/

Availabiliiy Codeﬂa‘

' {avell md/for
gt I Speaial

VU
.N |

iii

Juutiftatinn_ ——

-




SETTING THE ETHICAL CLIMATE IN AN ORGANLIZATION

"Jome people believe that there cannot be
brogress in Kthics. since everything has already
been said. . . . I believe the opposite. .
vompared with the other sciences, non-religious
Tthics is the youngest and least advanced.”

Derek Parfit, Reasons and Persons (1984)

CHAPTER |

INTRODUCTION

As a leader, how can you assure that your organization

has an ethical c¢limate? This question gave me the impetus

to write this essay. I have never been comfortable with the
Zeneralities espoused on how to set an ethical climate. In
the business world, specific written codes are the norm. If

these codes, or a reasonable facsimile, could be transferred
to the military, it seemed to me that it would be easier for
all concerned to be more ethical.

To better understand how business and military leaders
set the ethical climate in their organizations, [ researched
both business and military ethics in depth, with emphasis on
codes of ethics. Before addressing the issue of how to set
the ethical climate, I looked into both business and

military ethical principles and values, the effectiveness of




a code of ethics., and cthical decision making processes.
These are addressed in Chapter 11.

in Chapter 1II, | examine why the tormal written
business <thical codes | wanted to implement in the Army
will not work. I also review the elements required to set
up a military ethical climate and discuss strategies to
implement, the elements. 1t became apparent that the lcader
is the key in setting the ethical climate. Ile must take
actions to set the ethical climate in his organization.
Yetl, three other key elements serve to set an ethical
climate. First, the organizational reward system must
support the ethical climate. Second, a feedback mechanism
should quide the leader to assure that his operating values
are the same as the organization’s stated values. Third, a
downward-flowing and upward-flowing communication system
will enable the members of an organization and its senior
leader to operate and affect the ethical climate.
Communication is the key that ties the ethical climate
t.ogether. Based on this analysis and information. my

conclusions and recommendations follow in Chapters 1V and V.
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CHAPTER LI

DISCUSGION OF ETHICS

There are many similarities in business and military
=thics. lowever. there are also some major differences. In
this chapter., 1 will discuss ethics from the perspective of
both business and the military. specifying the differences
and positing reasons for these differences. In addition, I
will address the effectiveness of a code of ethics and
describe a decision making process to use when faced with

ethical dilemmas.

DEFINITIONS

DICTIONARY: The word “"ethics” is defined by the
American Heritage Dictionary as follows: “1. The study of
the general nature of morals and of the specific moral
choices to be made by the individual in his relationship
with others. 2. The rules or standards governing the
conduct of the members of a profession. . . . 4. The moral
quality of a course of action.”1

BUSINESE: In business, "ethics” designates the rules
governing moral conduct of the members of the organization
or management profession. 1t applies to individual bechavior

as well as organizational policies.2




MILITARY: FM 22 100, Military lLeadership, defines

=thics as principles or standards that puide professionals
toowlo the moral or right thing what ought to be done.3  Thes
Army Jefines ethics in PM 22 103, Leaders'ip and Command at
venicr evels, as the cornerstone that moves units to gain
the moral ascendency required to win.+

These definitions all refer to two common matters:
Ethical behavior requires specific observances. This is the
<thical means. Underlying the specifics are the ends: the
intent of the aethical behavior. There seems to be a
distinction between business and the military in their
aprproaches to ethics. Business concentrates on rules, or
the means. Thus, business often relies on a specific
written code of ethics. The military concentrates on

principles and the intent, or the ends, of ethics.

ETHICAL CODES, CLIMATES, AND STANDARDS

IN BUSINESS AND THE MILITARY

BUSINESS: Ethical business practices have been
emphasized and studied intensively since the mid 1970s.
Many of the business findings are directly applicable to
ethics in the Army. In the Jourpal of Business Ethics.
Hershey Friedman noted that ethical behavior promotes
improved performance in business. The most powerful
argument for ethics in business is success. KEthical

businesses are successful businesses.> Ethical firms
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maintain long term perspectives in their dealings. ‘This
coneern tends to ensure the long term success of the
alLiness . B

In organizations, codes of ethics improve intearnal
vperations, increase public confidence, and stem the tide of
regulations.’ The Ethics Resource Center conducted a
survey of businesses on the benefits of implementing a code
of ethics. According to this survey. businesses enjoy six
principle benefits from codes of ethics: a4 highly
responsible tone for their organization, legal protection,
increased company pride and loyvalty, increased consumer
public goodwill, loss prevention, and improved
productivity.8 Codes of ethics establish priorities and
define the responsibilities of the members of the
organization. Public law punishes actions that are against
the law: but within a "gray area,” unethical conduct may not
be criminal conduct. Organizations must police themselves
most in these nebulous areas.?®

GOVERNMENT: The government requires defense industry
companies to adopt and adhere to principles of business
ethics and conduct.10 These government business ethic
principles are at Appendix 1. The government ethical
principles require every company doing business with the
United States government to have and adhere to a written
code of business ethics and conduct. The government has
also established a written code of ethics for government

service. The government’s code of ethics is at Appendix 2.
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It i5 a sood general code of othics and is applicable to the
military. However, the uniqueness of the military requiregs
alditional areas of ethical canphasis.

MILITARY: A firm e¢thical base 1s the cornerstone of
the Army. Ethics set the standard for correct actions.
They serve as the link between the soldier’s actions and
sucial morals. Most importantly, ethics provide the
capability for leaders to relate institutional values to
military tasks.t! The efficiency of the Army depends upon
the ethical values of fourtitude. integrity, self restraint.
personal loyalty to others. and surrender of the individual
to the common Lood. 12 Only through habitnal integrity and
high morals can soldiers perceive when orders are unlawful.
protect the rights of non combatants, separate concern ror
image from <ouncern for mission., report honestly, parceive
when policies morally strain subordinates. and serve socirsLy
before self.13 Because of such complex demands, 1t is
inpossible to define a standard that assures ethical
behavicr. However, if military leaders heighten
consciousness about the responsibilities of soldiers, the
probability of decisions being more ethical in a given
situation is increased.! 4

The complexity of the military makes it difficult to
devise an ethical code that addresses all possible
situations and decisions, whereas businesses can limit thecir
scope specifically to their peculiar business interests and

develop a specific written ethical code. A code of ethics

&




is simply a policy tou guide present and future actions.l®

Under this macro definition of ethics, the Army’s ethical

priaciples and values, which are the Army’s policy oo
crhica. it the definition of a code of ethics. tlowever
the Army ' s cothical principles and values are not referred to

as a code of ethics, per se.

ETHICAL PRINCIPLES AND VALUES

IN BUSINESS AND THE MILITARY

Principles and values are important because they guide
the actions of both individuals and groups. Leaders must
understand their importance because they are the fundamental
motivating factors.

BUGSINESS: In 1913, J.C. Penney set principles to guide
his company; the company still observes thesc principles
today: "To serve the public, as nearly as we can, to its
complete satisfaction. 7To test our every policy, method and
act in this wise: Does it sgquare with what is right and
Just. 168  Likewise, William J. Weiss, chairman and Chief
Executive Officer (CEO) of Ameritech, lists three principles
for his ~rganization: (1) Corporate leadership determines
its value system. The corporation creates a moral

environment, a set of values and standards, to which it

holds its people accountable. This is called a corporate
conscience., (2) The corporate conscience forces one to
weigh a decision within that framework, i.e. when the
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cholices are unclear to decide which course of action is the
lesser of two perceived evils and choose accordingly. (3)
Thee third principle is that values are related to purposc.
which iz the governing value., Every decision and action i
for a purposae V71
Business leaders have cited their most impoartant

ethical values: Dignity of the individual. openness to
pecple and to ideas. optimum standards of service,
entrepeneurship, synergism, and leadership through
competence. 8 The Ethics Resource Center identified
honesty, integrity, loyalty., trust, fairness and
responsibillity as the values underpining a code of ethics. 19
Ethical decision making in business can be determined
through responses to several questions: Am I proud of this
action?” Am 1l comfortable with this decision? Would [ fecl
comfortable if it were known by my peers, my subordinates,
my boss?20

MILITARY: FM 100 1, The Army, defines the central
values of the military profession, values that should govern
professional military behavior: loyalty, duty, selfless
service, and integrity.2! Thesec qualities establish the
moral context for the way we live our personal lives and
perform our duties. We owe loyalty to the nation, the Army,
and the unit. Through loyalty we carry out lawful orders,
support the chain of command, and support comrades and the
unit. Through duty, we carry out assigned tasks to the best
of our ability and accept responsibility for our actions and

8




those of our subordinates. Duty also obligates us to do
what would be done without being told to do it. Selfless
Service requires s to put the welfare of the nation and
accomplishing the mission above irdividual desires. Through
integrity, we perform all duties honestly and uprightly.
without any deception. Integrity requires us to live the
values that we espouse for others.

FM 100 1 also specifies four indiviaual values that arc
required to strengthen the Army ethic: commitment,
competence, candor, and courage.2Z These four values are
considered essential for building the trust that makes a
unit operate at peak efficiency. Commitment refers to our
dedication to serving the nation, the unit, and the team.
Competence requires us to be proficient in professional
knowledge, Jjudgement, and skills, both individually and as a
member of a team. It fosters confidence, pride, and unit
esprit. Candor requires us to be frank, open, honest and
3incere to subordinates, peers, and superiors. Courade
refers to both physical and moral behavior. It enables us
to persevere in what is right and not allow others (even
superiors) to do the wrong thing. Courage requires us to
follow our convictions and not compromise our personal
ethics or individual values.

It is interesting that the values and principles
espoused for business and the military are virtually the
same. However, there are differences. First, consider
military and business loyalties: military loyalty is to the

9




nation, the Army, and the unit. In business codes of
conduct, only loyalty to the business is required. Second,
the military stresses the ideal of selfless service, which
suly heightens the difference in loyalties. Loyalty in
business is essentially self-serving; it serves the
individual and the organization only Bnt loyalty in the
military is directed outward, toward a larger, more common,

more abstract good.

EFFECTIVENESS OF A CODE OF ETHICS

Any code of ethics should be judged- at least in part -
by its ability to change or stop unethical behavior. The
observance of a code is affected by three variables: the
content of the code, the behavior of the people affected by
the code, and the involvement of the leader and the
personnel in preparing the code.23

As noted earlier, a code of ethics is simply a policy
to guide present and future actions. The content of
policies can be divided into three parts: general goals,
concerns, and priorities. A code of ethics that makes its
priorities clear will be more effective than one that simply
lists rules. The code should emphasize moral action taking
precedence over task expediency, so that the individual
responds correctly in a situation where pressures tend to

make him choose an unethical choice.?24
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otudies have shown that a law which is simple and can
be enforced changes behavior making the behavior conform
nure with the law.?% Therefore a code with clear
priorities, one that is enforced by management and contains
penaltiecs for non-compliance, should be followed more
clusely by the members of an organization. Furthermorc,
protection from unethical superiors and a system for
reporting viclations will also make a code of ethics more
viable.

If any organization wants an effective code, the leader
must support it -not just pay lip service to it.26 But the
personnel who will really enforce the code are the middle
managers. Therefore, an effective code requires their input
and understanding. Additionally, the individuals who are
affected will understand and support the code better if they
are involved in its preparation.

One of the ways for the Army to have personnel
understand and consider themselves involved with an ethical
code is through the Army school system. At each school from
basic training through the War College, ethics must be
discussed if they are to be effective. Individual ethical
values and direct ethical application should be reinforced
at enlisted and officer basic schools. ©Senior NCOs’ and
senior officers’ ethical training should concentrate on the
central professional values of the military profession- its

ethics.
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ETHICAL DECISION MAKING PROCESS

M 22 100, Military Leadership., recognized that
soldiers could find themselves in complex situations whare
the right ethical course would be clear. To identify the
course of action that would result in the greatest moral
guod, they recommended the following decision making

Process:

Step 1. Interpret the situation. What is the ethical
dilemma?

Step 2. Analyze all the factors and forces that relate to
the dilemma.

Step 3. Choose the course of action that you believe will

best serve the nation.

Step 4. Implement the chosen course of action.27

In step 2, you need to identify the forces influencing

the problem. FM 22-100 lists six such forces. 1. Laws,

orders, and regulations. 2. Basic national values. 3.
Traditional Army values. 4. Unit operating values. 5. Your
values. 6. Institutional pressures.28

In step 3, the soldier should develop and assess the
courses of action, strengths and weaknesses, and likely

12




consequences based on the forces in conflict identified in
step £. Next, you prioritize and select the best course of
action. As rationale for your choice, include why the
selected course of action is the best choice and why i1t is
better than the other alternatives.

The ethical decision making process secms very
mechanical. but does assist in unravelling complex ethical
dilemmas. The usual ethical questions that arise are simple
and have a clear right answer. The problem is whether the

soldier has the will and the courage to carry them out.
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CHAPTER 111

ESTABLIGHING ETHICAL CODES/CLIMATE IN AN ORGANIZATION

In chapter 11, we discussed ethical codes, principlec,
and values. Chapter III builds on that foundation and
discusses how to establish ethical codes or climate in an
organization. I will examine the elements of an ethical
climate and discuss strategies to establish and maintain the
elements of an ethical climate. The elements that make up
an cthical climate are senior leader inputs, values, rewards
and punishments, and communication. Communication is the
key to an ethical climate and ties all the other eclements
together. [ conclude the chapter with a discussion an

resolving moral conflicts in an ethical climate.

ETHICAL CODES

Who should establish the code of ethics in an
organization? An Ethics Resource Center survey found that
in two/thirds of surveyed companies, their codes had been
initiated by the senior executive.29 Surely, if a code is

to be taken seriously and followed, it is essential that

14




leaders be involved in forming the code and committed to
following it.

When formulating a code, the cthical dilemmas
~onfronting the organization must be addressed. Arecas
germane to the organization’s daily operations should be
selected, then the ethical components in these areas should
be addressed.390

Ethical codes need a purpose and objectives. The
senior executive must decide whether the code will reflect a
management philoscphy, a company policy, individual conduct,
or a combination of the threc.3! During the first national
conference on businesss ethics, Edward Gibbons noted that a
code must be based on reasonability, conscience, duty and
loyalty.32 The code must apply to leaders as well as
followers. A business code of ethics should have a credo,
fguide-lines, and specific rules that prohibit actions or
require others. 1t should offer frequent examples and
illustrations.

After the code is adopted, it must be distributed,
posted, and publicized. The people affected must then be
educated, advised, monitored, and, when applicable,
penalized.33

Gibbons nicely advocates a final "gut” check on a code
of ethics: “I will be satisfied with the way our code of
conduct works if each night 1 am content that 1 have taken
the trouble to make up my own mind as to wrong and right,

have specifically forbidden certain actions and have

15




communicated to employees, by word and deed, what is

acxpected of them. 34

THE ETHICAL CLIMATE

M 22-103, Leadership and Command at Senior Levels,

states that senior leaders and commanders have specific
ethical responsibilities to their organizations. Among them
is the charge to sustain an ethical climate that promotes
trust and confidence. A proper ethical climate should
create sensitivity to ethical questions, reward correct
ethical behavior, establish a sense of ethical purpose in
the organization, shield soldiers and units from unhealthy
ambition and acknowledgement of form over substance, show
support for soldiers and units, promote a sense of belonging
and trust, speak through action as sell as words, and
specify clearly unethical behavior and correct
accordingly .35

A healthy ethical climate supports the way peoplce fcel
about their responsibilities and their interaction with
others to support their organization. A bad ethical climate
consisting of threats, lack of ethical clarity, incompetency
and conflicting policies sends the wrong signals. To
Jevelop the correct ethical climate, senior leaders should
be involved with their organizations, know their job, trust

their people and take risks on their behalf. They should

16




encourage openness and criticism. And they should be
tolerant of honest mistakes.36

The business ethical code and the military othical
climate are similar. The major difference is that the
business ethical code addresses the ethical components of
daily operations. The complexity of military life and
missions precludes the business approach. Therefore, the
military emphasizes ethical principles and values. Under
the definition of a code of ethics discussed in Chapter 11
(a policy to guide present and future actions) the ethical
principles and values that make up the ethical climate could
be considered a code of conduct. The difference 1s a macro
versus micro approach. The Army’s macro approach places
more responsibility on leaders to exemplify, promulgate. .and
enact the daily operational ethics for their organi.ation.

I will now discuss each of the elements that make up an
cethical climate: organizational rewards and punishments,
cxecutive responsibilities and integrity, organizational

values, and communication.

ORGANIZATIONAL REWARDS AND PUNIGHMENTG

The importance of reward systems in setting an ethical
climate cannot be over-emphasized. Unexpected second order
effects of leader decisions can result in unethical
behavior. For example, consider institutional demands for

perfection. The zero defects program may generate false

17




reporting from individuals who are afraid to appear
1nadequate and/or fail to sce the importance of cthical
reporting.

Individuals make decisions based on thelr personal
ecthics, but organizations control and define situations in
which Jdecisions are made.  For example. a leader or manager
may believe that he is uander pressure Lo compromise porsaorial
standards to achieve organizsational goals.?7 Army lcaders
are faced with this dilemma on a regular basis when
readiness roeports are prepared. There is considerable
organizaticnal pressure to achieve high readiness rates - but
through honest, open reporting.

Organizational reward systems may reward behavior
systems that they are trying to discourage, while lignoring
or punishing behavior that they desire, In fact,
stonewalling and "modification” of data may be rewarded.
Erik Jansen refers to this as norms and counternorms.38

Table 1 lists some norms and counternorms shaped and/or
maintained by organizational reward systems. Ethics
establish norms that reflect the "right” thing to do. no
matter what the system may otherwise reward (the
counternorms). The bottom line is that leaders are
responsible for establishing organizational standards or
raising the members consciousness, if they expect individual

members ethics to be in accord with the true standard.
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Table 139

NCRMD

1.0penness, honesty, candor, "open
covenants openly arrived at”

.Emotional neutrality,objectivity

s

3.0kepticism within the rules

4. Follow the rules

5. Be cost effective
6.Develop and mentor subordinates

7. Take responsibility

3 .Maintain organizational loyalty

3."All for one and one for all”

10.Maintain an appearance of
consensus; support the team

11.Take timely action

19

COUNTERNORME

.

'~

.Secrecy and lying,stone

walling, "playing cardes
close to your chest”

.Emotional involvement,,

investment, intuition

.Dogmatism

.Break the rules to get

the job done

C'Opend it or burn it
."Watch out for # 1°

.Avoid responsibility

"Pass the buck”

."Bad -mouth the unit”

.Achieve your goals at

the expense of others

10.Maintain high visibil

ity; “"grandstanding”

11."Never do today what

can be put off to
tomorrow’”




EXECUTIVE ETHICAL RESPONSIBILITIES

M 22 103 states that senior military leaders are
respensible tor setting the ethical climate for their
wrganization. They must serve as worthy role models,
promote ethical devoelopment of subordinates by teaching them
Lo reason clearly about ¢thical matters, and sustain an
~thircal climate that includes trust and commitment .49

The role model of leaders is often cited as the most
important aspect of setting an ethical climate. It is
Important, for two reasons. First, as proverbial wisdonm
indicates, actions speak louder than words. 3Jubordinates
see a leader’s actlions as a reflection of the true feeling
ot the leader toward his ethics. Additionally. the leader’s
reaction to uanforeseen events shows his subordinates how
they should react in similar situations. Second, ethical
behavior is not cut and dried; it has to be modelled to be
anderstood .41 Knowledge of what is right is not sufficient
t.«, guarantee correct conduct.

Developing ethical behavior in subordinates is an
important leadership responsibility. Without a specific
code, subordinates will make better decisions if they have
learned to ethically reason through their decisions based
apon the Army’s e¢thical principles and val: +. The senior
leader’s greatest contribution may be in setting the range

ut acceptable ethical behaviors. The subordinate can then
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select the ethical solution that i1s best for him within that
range

M 22 103 lists the following minimum actions that
senlor leaders must take to develop and sustain an ethical
climate 44

Create sensitivity to ethical questions.

Reward correct ethical behavior.

kstablish a sense of ethical purpose for organizational
activities,

ohield units and soldiers from the hostile ethical
winds of unhealthy ambition and form over substance.

Jupprt their soldiers and units.

Promote a sense of belonging and trust.

vpecify clearly what behaviors are considered unethical
and correct accordingly.

Speak through actions as well as words.

EXECUTIVE INTEGRITY

Why is executive integrity important in setting ethical
climates in organizations? In the military, integrity is
the fundamental trait of leadership.43 Integrity is the
relational unity that makes the parts of an organization
hold together as one. 44 The leadership failure at My Lai
provides an unfortunate example of the importance of
cxecutive integrity. Leaders failed to train the soldiers
for the type of combat that they were enterindg, subordinate
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leaders were 1lnadequate, standards of discipline were poor

and command and control were inadequate. Executive
tntodrity requires more than preventing or avoiding
anethical acts., 1t requires training, monitoring and
appropriate corrective action. Some executives, while

publicly espousing trust, in reality practice power.49%
Through misrepresentations, convenient omissions, well timed
disclosures, and other manipulative actions, some e¢xecutives
lose their integrity to some degree,

Many authors have tried to identify the set of
behaviors that constitute integrity. OGteven Kerr reviewed
many 3sources and derived "Ten Commandments of kxecutive

Integrity™:46

1. Tell the truth

2. Obey the law

3. Reduce ambiguity

4. OChow concern for others

5. Accept responsibility for the growth and nurturing
of others

6. Practice participation, not paternalism

7. DProvide freedom from corrupting influences

8. Always act

9. Provide consistency across cases

10. Provide consistency between values and actions

These ten commandments of integrity, when taken alone,
are unassailable. Ilowever, as noted before, leaders may
have to choose between two commandments. For example.
"always act” may conflict with "nurturing your
subordinates.” Which of the two commandments do you follow?
Which is more or less ethical? How the executive or leader
reasons through these questions of integrity and teaches his
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subordinates will go a long way toward setting the ethical

climate of his organization.

ORGANIZATIONAL VALUES

Department of the Army Pamphlet 600 80, Executive
Leadership, discusses the responsibility of a senior
executive to create and maintain the values for his
organization. These leadership responsibilities can be
divided into two parts. First, the leader must provide
information about military values to his subordinates.
Additionally, he must go beyond providing information and
develop his subordinates understanding of values so that
they can apply them in different situations. Second, after
subordinates know and understand the values, the leader must
encourage the appropriate behavior. For example, the leader
should encourage moral reasoning and be willing to discuss
problems that arise from it. Also, he must follow up and
correct any subordinate lapses that do not follow the
organizational values.

Executive leaders must ensure that stated values are
correct and that the doctrines, policies, procedures and
rules that implement them produce the desired operating
values. Stated values are determined by executive
leadership. Qperating values are reflected in individual
interpretations of what is important. Subordinates learn
from rules, operating procedures, priorities, cxamples, and

23




recquirements of their lcaders. Kxecutive statements of
values alone will have little impact on shaping the
Sranltzational character. What is required is to
instituticnalize a system that monitcrs and measures the
outeoems ol downward flowing doctrines, policies, procedures
and rules to assure impact on the operating values. 47 In
order to monitor the ethical climate, the executive should
use a feedback loop to gather information, compare the
collected information with expected outcomes, identify
problem areas and uncover undesirable second order effocts
of any peolicy., regulation, or action. ln addition, the
leader should provide ethical feedback down to his
subordinates. Downward-flowing official feedback should be
included on officer and enlisted efficiency reports.
Inofficial feedback can be provided to subordinates throwugh

counsclling, informal discussions, and guidance.

ORGANIZATIONAL COMMUNICATION

When discussing the effectiveness of a code of ethics
in Chapter 11, I covered the three variables that affected
how well a code is followed in an organization. The key
that ties these variables together 1s communication. For
thical conduct to be followed, there must be reliable,
understandable, and open communication between the members
of the organization and its senior leader. 'The Army

suggests six strategies that can improve ethical
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communications in organlizations.48 These are summarized
be:low, but have been discussed throughout this essay.

1. VPtromaulgate downward flowing policies that are
consistent, congruent. and coherent . 49

2. Urief newly arrived personnel on values and
standards of conduct in the organization.

3. Assure 1lnstitutional values are conveyed through
both verbal and nonverbal messages and equal the operating
values.

4. TPromote upward flow of communication from
suoordinates by listening to them, responding to their
attitudes and encouraging them to speak out when they
perceive ethical wviolaticns.

5. Do not shoot bad news carriers.

6. Conduct ethical seminars.

I would also add an additional strategy:

7. Institute an upward-flowing measurement system to
assure institutional values equate to operating values.

Colonel {(Ret) Mike Malone refers to these upward
flowing measurements as leadership based measurements.=0 le
emphasizes four measurement principles that affect
communication and the ethical climate. First, measurement
techniques themselves influence operations and are de facto
promulgations of priority. Second, measurement techniques
impact climate and relate to concepts of mutual trust and to
cxpectations regarding competence. Third, poorly designed
measurement systems are major sources of junior leader
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frustrations and ethical dilcmmas. Fourth, measurement
.echniques can educate, motivate, sensitize, or act as

Ao baerrents.

MORAL CONFLICTS AND KETHICAL CLIMATEDS

How does an individual react to unethical behavior?
The answer to that question shows the strength of the
cthical climate in an organization. Faced with moral
conflict or unethical behavior in an organization, an
individual has three choices: exit, voice, or loyalty.b1
This is important because lapses in ethical standards
usually are identified by one or more individuals in the
organization. How the individual who discovers the lapse
reacts and takes action reveals much about an organization’s
cthical climate.

The exit option has not been a popular choice in the
U.S. Army. In the May 1980 issue of Armv, it was noted that
over the previous 20 years Canada had 27 generals retire in
protest, while the U.S. Army had only one.>2 The voice
option is effective depending upon its intensity. By using
protests, leaks, or whistle blowing, members of an
organization can express their concerns.>3 The loyalty
option is the key to a successful climate. Loyalty to an
organization depends upon the organization maintaining its
standards. When standards are not met, the loyal member

expects someonc¢ to act or something to happen that will
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improve matters.®4 The leader’s fecdback loop, discussed
previously, should reinforce this loyalty by assuring that

actlion i3 taken to resolve the unethical behavior.




CHAPTER IV

CONCLUG IONS

1. Jenior leaders establish an ethical climate by

log

=ing a role model, developing subordinates ethically and
establishing a c¢limate that avoids creating ethical dilemmas

ior subordinates.

2. Leaders must establish downward-flowing ethical
policies that are consistent, congruent, and coherent
coupled with an upward flowing measurement system to assure
that the operating values are the same as the stated

organizational values within their organizations.

3. The effectiveness of using ethical values and
principles is affected by the ability of subordinates to
understand them. Also, they need a mechanism to resolve

ethical dilemmas.
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CHAPTER V

RECOMMENDAT IONS

1. Kducate senior leaders in Command and Staff
tulleges, Senior Jervice (Colleges and Pre command Courses
about the leader’s importance in establishing an <thical
climate.  You do this by:

a. Being a role model.

b. Developing ethical subordinates.

¢. Avoiding ethical dilemmas for subordinates.

d. Promulgating downward-flowing consistent,
congruent, and coherent ethical policies.

e. Establishing upward-flowing measurement
systems that assure operating values equate to stated

values.

2. Include the appropriate level of individual and

professional ethical value training at ARMY schools.

3. Educate leaders at all schools on the Army’s

ethical decision making process to resolve ethical dilemmas.
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AI'PENDIX 1
DEFENSE INDUSTRY CUMPPANLIES
PRINCIPLES OF BUCINESS ETHICS AND CONDUCT
1. Kach company will have and adhere to a written code of

business ¢thics and conduct.

~

2. The company’s code establishes the high values expectad
of its employees and the standard by which they must judge
their own conduct and that of their organization; each

company will train its employees concerning their personal

responsibilities under the code.

3. Each company will create a free and open atmosphere that
allows and encourages employees to report violations of its
code to the company without fear of retribution for such

reporting.

4. Each company has the obligation to self govern by
monivoring compliance with federal procurement laws and
adopting procedures for voluntary disclosure of vicolations

of federal procurement laws and corrective actions taken.

5. Each company has a responsibility to each of the othcr
companies in the industry to live by standards of conduct

that preserve the integrity of the defense industry.

6. Each company must have public accountability for its

commitment to these principles.55
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APPENDIX 2

CODE OF ETHICS FOR GOVERNMENT CSERVICE

L. F'ut loyalty to the highest moral principles and to
country above loyalty to persons, party, or government

Jepartment.

II. Uphold the Constitution, laws, and regulations of the
United States and of all governments therein and never be a

party to their evasions.

ITI. Give a full day’s labor for a full day’s pay; giving
carnest effort and best thought to the performance of

Juties.

IV. Seek to find and employ more efficient and <conomical

ways of getting tasks accomplished.

V. Never discriminate unfairly by the dispensing of special
favors or privileges to anyone, whether for remuneraticon or
not; and never accept, for himself or herself or for family
members, favors or benefits under circumstances which might
be construed by reasonable persons as influencing the

performance of governmental duties.

VI. Make no private promises of any kind binding upon the
duties of office, since a government employee has no private

word which can be binding on public duty.
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vVili. Engage in no business with the government, either
dirccectly or in directly, which i1s inconsistent with the

consclentious performance of governmental duties.

vilIl. Never use any information gained confidentially in
the pertormance of governmental duties as a means of making

private profit.

IX. Expose worruption wherever discovered.

X. Uphold these principles, ever conscious that public

office 1s a public trust.58
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